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TUIIOR OFFICER TRATNING PROGRAM

Ao m;m.mﬂmmmmasammmmaeﬁm
Training Frogran (hereinsfter referred to as the JOT Progres) requested by
the Deputy Divector {Support) snd the Director of Tralning. This survey bas
Wamwmsmmmmmmmgmmmw
for its establisiment, the policies, concepis, and procedures geverning ite

. confuct, an sppraisal of its effectivenecss and the desirability of expansion

to scoommdate o grester share of the Agency's professicnal perscrmel needs.
m&mmmmmmmmﬁmgmmﬁwmmm
amwmmaammmmmamww
mmmimwmmmamwmmm its partici-
penta.

B. mmmmen@&mmwﬁa,wmamuww
establisment of the 0ffice of Treining as a seperate emtity. Ite establich-
'anmm&mamm@iﬂmwﬁnm%mrwum
systematic method to effect the recrultment, training and placement of
Wmmmmmm&mmme:awm
of Intellipence Gifficers of the higheat calidbre. As origioally visuallzed,
thege individuals were to constitute an “Elite Corps” and elthough this

m-wmarmamemunm@tmwmm
WMW@&mMmdMﬁéwmm&m
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miumwmzamﬂ%mmwammm
Wﬁmmﬁﬂ?wtawtmmmtﬁmmmiﬁmwm
which govern the Progren todsy. ztmmmm~wﬁwlse
professional Intelligence Officers of the highest calitwe and the performance
wWMﬁWWM%WMWbWWMWh
mzsmatmmmmlymmw&wmm. The rate of attrition of
m’ewmﬁmm,mmmmwmrne& attrition
fwwwmmml'(k.?wmwwmww@wﬁm
8.4 per cent mmwally for the Agency). This attrition rate is considersd
too high, however, in view of the calibre of JO's and the time and effort
spent in their processing.

Ce mmmdmmmmmmammmwm
mm,wmmwmmtmvmuarmmmw
salsction snd sorsening is entirely feasible and dictates the desirability
wamumwwmwmmwmamwm
trensition and expension of the JOT Progren imto sn "Agency Career Memsgemem
W”mmgwwmw*smwmmm.m
neﬁgm@wmmwwmumeeﬁummmmum.wm&m
m*at&wmmmema. shie plan is divided imto two phases.
mxmmwecmmzmammmwmﬁwwm
Mensgement Progren,” the establistment of Agency regulatory lssusnces
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outlining the cobjectives and concepts of the Progran as well as intre-Agency
responsibilities for its conduct, and inclules the establistment of o T/0
ceiling of 200 positions under the sdministration end direction of the
Director of Training. Fhase I will be implemented when the suctess of the
expanded concept inherent in Phase I bes been appraised by the Inspector
Generel and invoives the consolidstlon of the persomnel spnd tredining function
into one (ffice of Perscmnel and Training. Inttially under Phsage 1T, the
rate of recrultment should be equivalent to 50 per cent of the Agency's
average anmmpl stirition for professional personnel but subject to incresse
as experience dictates. (See Section IIL.D., Page 20).

D. Coincidenmt with the expansion and revision of the cwrrent JOT Program
as outlined in this report, action should be taken by the Deputy Director
(Support), Director of Training and the Pirsctor of Persomnnel to correct
certain deficiencies including:

1. A lsck of an official Agency statement of policy and objectives.

2. Insufficient use of "consultant spotters” in educationsl insti-
tutiong in the selection of likely candidates.

3+ Lack of uniform standardes to govern initial reerulting interviews.

L, Agency sponsorship of militery service with resultant possibilities
of evbarrasement and fact that the attrition in the military mouwp is
wusuelily high.

5. Ilack of exphasis on the recrultment of non-Caucesisn candidates.

6. Inadequacies of present JOT Division in terms of sise and
knowledge of Agency operstions.

-3 .
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7. Need for forecast of tentative Agency professionel persomnel
needs to govern recruitment practices; snd

8. The fect that as presently coustituted the cereer development
aspocts of the present JOI Program ends vhen the trainec is finally

It is recomwnied that the Divector of Praining be commencied
mmﬁigﬁo&therim sceaplistments inherent in the
growth and success of the JUP Program from its inception to its
in the Agency.

B. Deficiencies
1. Certain deficlencies were noted in the present JOT Progrem
pengion reccmnenied in this report. It is reccmended thet:
s The IN/S instvuct the Director of Training to propare
an Agency regulation defining the purposes and objectives of the
"Career Managemsut"” Progranm {formerly the JOT Program),
establish ite scope, and define Agency responsibilities for its cone
mﬁsmmmmm.c.,mlu,wmmm.
b Bubject to approvel of the recommendations in this report,
mmmaraprrwaswﬁmmwfthmcmms
M&WW%@MW%M mmmmm
be swgplerented y specific triefing at the next Washington meeti:
the consultants. (See Page 15)

.-)‘-}c
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C. ‘me Myector of Training and the Dlrectur of Persomnel
Jodntly esteblish uniform writien standarde to govern the recrullment
approach to progpactive amployees. (See Page 16)

d. The DUI direct that Agency sponsorship of the military
gervice of draft eligible JOT candidates be terminated; Lf such
termination 18 oot approved, then Agency recruiters should be given
recise and deglalve instructions that such aponsorship is not to be
considered as & reward for accepting Agency wuployment. (See Page 17)

e. The Director of Training piace increased exphasis on the
selection and recrultment of non-~Caucasian tralnees for inclusion in
the Program; such action to be predicsted on clearly established prior
requirements. {See Page 17)

f. The DCI direct the estsblishment of quotas to govern the
recrultment of career trainees for ench of the three major components
of the Agency, i.e.; DD/P, DD/B and ID/I; such quotas to be directly
Proportionate to the professiomsl attrition rate of each component.
(Bee Page 19)

g The Director of Tralning, on the basis of factors gained
during the comduct of the Program thus far, establish a maximun period
of treining with the option of extension to accommodate training in
unuemal foreign langusges ¢r specialised aves orientatiocn. {Bee Pege 27)

1. The transitlon and expemsion of the present JOT Frogran as
outlined in this report is to be sceomplished in two separste phases.
Dplementing recomsendntions ere as follows:
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s Fhmse I: It i recommemded thak:

{1} The Director of Trsining and the Directar of Persomnel
Jointly develop written temtative farecasts of the professionsl per-
sonnel oeeds of sach of the three major Agency components and that this
of JOT candidates for mn expandel cereer development program. (See Page o6 )

{2) The Director or Deputy Director authorise an increase
to 200 positions of the 100 position T/0 now authorised the JOT' Program
to scocmmodate the increased muiber of treinees, and that the current
sxrangement for the temporary double slotting of career graiuates be

 comtinued. (See Page 26)

, (3) The present T/0 of the JOT Diviaion iz OFR be ineregsed
Wﬁwm&i‘b&m, three individuals of professionsl grade to be selected
one sach froo the offices of the /8, ID/P and ID/I on the bastis of

two to provide nscesasmry clerical support. {See Pmge o7)

(4) The pressnt T/0 of the Assessment and Bvalustion
Branch of UIR be increased by two professional and cne clerfcal positions
to absord the added work losi. (See Page 27)

(5) The Junior Cereer Development Progrsm be termingted

and its cereer develdpment mission sbsorbed by the expenied JUI' Progrem.
(8ee Puge 28) | |

(6) The present JUT Program be renawed the Agency "Career
agement Progrem” and the new name be adopted by the present XU
Divieion in OPR. (See Page 28) |

vén
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b. Phase II: It is recommended thai:
{1} subject to & resppraisal of the effectivensss of
FPhase I by the Inspector Genergl, further expansion of the Career
Management Progran be counsidered as follows:
{a) Consolidation of the Office of Training and the
0 be heeded by cne divector with deputies for its two priucipal functlons.
{v) The creation of s Caresr Management Division in the

. new office to aseuse responaibility for all aspects of the Agency's career

managenent function including recrultment, peychologicnl ssseesuent and
evalnation, conpultation and guldance, placement and smibsequent omreer

develogment. (Bee Page 30)

1. The origin of the Junior mMmmmmmmm
with the establisiment of the Office of Truining as e separate Agency
eamponent by General Walter Bedell Smith, former DCI. The basic ele-
mexsts of the Progrem werc inherent in the first ststement of functions
mm for Administretion in Movember 1950. The eriteria for the
recrultment, tyaining and placement of professional persomel on &
cavesr basig as suunclated in that basic statemext have served, with
minor modifications, as the framework for the creation and develapment
of the JOY Prograw as it existe todey. Inherent in the origioel con-
cepte of the Program and in accorfence with the wishes of the former
DCI, was the esteblishment of an "¥Hlite Oorps” of highly qualified
and highly treined professiongl Intelligence Officere destined to fill

«n?‘
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mmmiwmumznmw. Subseguantly the
"pitfells” involved in the creation of an "Elite Corps” were rece
ogaized and this categorisstion bas been de-aiphasized in recent
years, aithough this concept st111 exisie in the minds of the current
JE treineen.

2. The progress mafe by the Director of Training in the develop-
ment of the JOI' Program during the peet four and cne-half yemrs is
highly crefiiteble. The trenslation of = sinple concept of recruliment,
training snd caresr development a5 expressed in a "stgtement of functions”
into a program vhich hes provided the Agency vith 182 profecalonsl em-
ployess of the highest calibre is a formidable accomplisfment. During
the pertod from the inception of the Progrexm to 1 Septeber 1955, 231
JOP Program trainses were auployed by the Agency. OF thde totsl, b9
resigned for various reasons. This is an gverage ammal attrition rate
of 4.7 per cent as compared to an Agency svernge smnuel profegsionsl.
sttrition rate for the same peviod of 8.4 per cent. The JOT Prograu
gttrition rate iz thms less than the Agency's, but is still consldered
too high in view of the time end effort expenied in thelr processing

3. As of 3 Agust 1955, the distribution of T Progrsw trainees
and gradustes among the three principal conponants of the Agemey was an
follows: Clandestine Services organization - 83; DD/T - h3; and DO/S - 11,
(A total of 43 were wassigned.) During the eurvey a review was mde
of the evaluations of JOT trainees by supervisors in these three cone-
ponents. These evalusblons vere uniformly high and were substantisted
in genarel tewrms by interviews held with sevargl component heads during

-8;&
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the survey. The Program and the performence of JOU Program trainecs
procuranent of professional personnel, A genersl imoreasion of compe-
el during the survey. Many JOU Program treineecs have tgken

over responsible positions in the Clandestine Services aven divisions
during thelr training esslgments. Thelr parformance in treining courses
3.

1. Recruitment

'9#
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a. An essential elemant of the JOT Progranm is the primtiple
of training before eselgwent to duty with en cpersting component.
After the caniidste has entercd on duty be is given a series of train-
jawigped to give hin 2 thorough indootrinatlon in Agency
activities snd ekills, This period of fowmalized training varies with
instences trainees bave been selected for intensive area and language
training in vhich case the training period mey last s long as two yeers.

congtent cbservation. His work is evalusted by the instructors sad
reports of his progress are subkitted to the JOT Division. These ro-
mmmzﬂ%mmnawtmmymmmm\mﬁ
series of conferences snd comsultations with the directors of the JOT
Progeas form the basis for the trainee's next step; his ssaigment to
& functional unit of the Agency for onethe-job training.

-32‘
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g, In meking the inltisl assigmment the ddrectors of the JOT
Progran take into consideration the gptitudes snd desires of the irsinee
and meke every sffort to place him in the most suwiteble position.
Arrangenente are mede wvith the gopropriste swervisor to take the
tralnee into his organizaticn for s pericd of from thwree to twelve

rtundty to learn its funciione by partici-
poting in then. This method of gsel

treinee preperes progress reports ab regular intervals for the JOT
Divieion. The superviscr also submits reports to the 30 Division
describing the traliec's acbivities and ewmlusting his performance.
Both of these reports ore preparel in nmretive form which keeps them

b. While in the Job assigment, the tralnse rammineg op the T/0
of the OTR., This provides the JOI Program with the ability to mmke
time consuming delays of norrel sdministrative procesacs. It also per-
mits the aselgment of trainees to any comporent withor regand for
Program with unusuel flexibility and mobility in msling assigments,
It is, of course, subject to sbuse by shortsighted supervisors who view
it as o means of acguiring & high calibre seployee at no cost to him,
It alsc tends to becowe a form of pabernelism in thot the trainee 1is
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not exposed to the competition of his fellow workers and can alweys
1f the situation is not to his liking.
C. Defisiencies

1. During the survey, soversl mpecific deficlencles in the JUI'
Program vere noted vhich should be congidered snd corrected in con-
Junction with the Progren expansion as outlined in Section IIL.D.,
Page 21, below. They are as follows:

a¢ Despite the size, extent, and genaral success of the JOT
Progran and the fact that its concopts end operation are well established
and koown by top exseutives of the Agsncy, no official Agency etetement
of policy, purpose or chjectives has ever Leen published. As a result,
the Prograz is not well known or understood by the majority of Agemey

therefors, boen umweensarily diffioult end the effectiveness of the
Frogren has been limited for this reason.
It is recomended thet:
The [D/8 instruct the Director of Tralning to prepere an
mmim@mmmmmmammorm
new expanded “Ceresr Manegement” Program (forwmerly the JOT
Progrem), establish its scope, and define Agency responsi-
vildties for its conduct as outlined in Section III.D., Fage 21,
of this survey report.
be The Director of Training, in coordinmtion with the Director
of Personnel has developed s group of “consultant spotiers” in verlous
educational institutions throughout the country for use in the selection
of likely candidates for congiderstion in comnection with the JOT

Program (Section ITI.B., Page 9 )¢ The concept underlying the use of

- 18 -
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such conmiltants is scund, but this survey revealed that they have
been yelatively ineffective. m majority of JOT candidates heve
been selected a8 s result of the sctivities of professional Agency
consultstion, it is sgparent that they hsve not been properly oriented
a8 to their functions. They spparently comsider thoweelves as "re-
eruiters” @yl not “spotters.” AS a result they have not provided as
many potentiel caniidates as they should, This mey result from the
mm&smmww-mwwmtmm.wm in
the Progran since its inception end may well be corvected s the Frogran
mwmwﬁmimmwmamm
portion of the Agency's mofessiocnal persomnel ueeds.
vective orientation in this respect should be undertaken novw as &
preliminary to expansion of the Progreu.
It is recommended thet:
e e e sropare & weittan mrief for thess oo
ety i v S s e e T e
next Washington meeting of the consultants.
c. Based on imterviews with JOT trainees and "grafustes” held
am.m-m,wmwamammwmm

rever, ol

£ield vecyulters. My of them complained that they were unot even
m@m@ummmmcmmum@m&_
fintng the Agency's mission. Others copplained thet the Program es

-15 -
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presented to them wes “oversold” in that it 414 pot present a reslistic
pleture of Government employment in general and the personel sacrifices
incident to employment in a "mper sensitive” intelligence agency such

ag the OIA. The consensus of these and similar comnents lsd to the

mlmmmmuawmwmmmmﬁmdmm
standards to govern the Agency's #1e1d recruiters in thelr sygeoach to
prospective employees.

It is recommended thays

spproach to prospective employees.

d. mzummmmmmmmﬂmm
infucted s total of 95 militery tralnees. OFf this totel 26 (including
those who did not receive OCS commission) have elither failed to fulfill
thelr obligation to the Agency to eccept civilisn status or have dropped
oot of the Progras for gther reasons. There sre two factors which
mitigate againgt contimnce of Agency spom
for JOT treinees. O(me io the possibility of serious sfarrassnent in-

volved in the possible charge thet the Agency is asslsting young men

o mi.d‘tm military service drgft. It is agperent as & result of
interviows with JOT trainees, that same recruiters aployed the Agency's
xilitary sponsorship progran ss "bait" to induce them to accepk eploy-~
mert. The other Davolves recognition of the fact that young colliege
graduates in the age group of the JOT trainees undergo substantial
metawrphosis Guring militery service which my, and spparently does,
(based on the attriticn rete) chenge their original motivation toward

- 16 =
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Government employment. This aspett of the Program is consldered
hazardous and unprotuctive and should be sbolished.

It is vecomuended that:

e T e e e
snd decisive instructions thmt such sponsorship is not to be con-
sidered as o reward for mccepting Agency employment.

e. It is balieved thet incressed emphasis shodd be glven to
the recrultment of indtviduals of non-Caucasisn origin for partleipe-~
tion in the Program. MMWQZMW%W
in areas of Africe mnd Southosst Asls would appeer to indicate a
future need for such persounel. Selsction and recrultment in this re-
mmmmm&mw;mﬁmm
with prior considermtion of il factors involved.

in the mm; “such sotion to be prediomted on clearly esteblished
prior requirenents.

£. The present JOT Divielon in the Office of Training has done
an effective Job of placenent considsring its relstively smll size snd
the fact that the manbers of the Division do not have as extenslve o
sowledge of the Agency, its crpanisation and operstlons ss they might
have to be of maximm effectivencss. Opne of the most lrportant sspects
of the Program has been the caresr couwnseling, guldonce, and placement
of trainess on zn individusl basis. The present Division hes been wmble

- 17 =
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WMimﬁtymmm&meﬁalﬁW
to develop firm placement/training opportunities and hes had to defer
mmmmzmwmmmmmmm. The
mmmmw&wmemww,m%mm"
mﬁmmmmmmim,m.zsmmmmma
g The JOT Program as pressntly constituted is not based on
the specific personnel peeds of the Agency. It is iovtead g genersl

mwmnmamtmmmmmmmw. This is
awuwmwmmmwmmw, namely the
asptitude. W@,iﬁhb&iﬁa&ﬁ:&tmmmﬁw
mm*wtwmn'*wwmmmwmarmmaa&
mmma.mmﬁmmmﬁmmﬁmwm
WW&&MWWWW@%M
noxmal sttrition. Therefore, this situation should be corvected by

mﬂmmmwmmMotwlmmm@@mmw

wmmmuw@ﬁmmmlmwmwm-m-
ponent. Such forecasts would then be available to provide a general

‘18-
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Wmmmmmtwmmmmm.
Urder the terms of the expansion recoamended in Section IIX.D., Page 21,
include the specific professional perscunel requirvements of gll Agency
components. An esgential element of guch s forecast would be the
m@ma;wﬁemmmwmmmm
ponente spported by detallel gualificgtions criteria, These quote should
be establisbed by the ID/S (Directors of Persornel and Training) and
should be directly proportionate to the pwofessional sttrdtion rates

of each component.

: it quotas to govern the
wmwmmmmhxmmm
sompanents of the Agency, i.¢., DO/P, w;/hg o /1; wuch
mmmﬁmmmm to wofecaional at~

trition rate of esch componant.

h. Interviews with s reymesentative cross section of JOT
trainees during the survay revealed that one of the Program's principel
deficiencles ls that it smwpervisors are too often wyprepared for the
sseigrmendt of a trainee in thet they have not plamel a specific train.
thelr work essential to a well roundef knovledge of thelr activities.
It is belleved that this defictency will be corrected hy the esteblish-
ment and lssuance of Agenty policy relative to o career development

“19 -

Approved For Release 2001/08/07 : CIA-RDP78-04718A002300380024-1




Approved For Release 2001/08/07 : CIA-RDP78-04718A002300380024-1

i. Ome of the most unfortunate aspects of the presext JOT
Progrmn 1s represented by ths fest that the sound basis of mobivation,
morale and career interest ende vhen the trainee lesmves the Program for
bhis ultinmete sssigmment. He has been carefully gulded and counseled
and imbued with the philosoplyy of cereer development. AL the present
tine, due largely to the ineffectiveness of the Agency's Career Service
Progran, there is no follow-up or planning for further develon
& long renge besis. _

Jo The Agency as a whole {individual compoments and unit
units have been guilty of requesting the assigment
to Rulfill demporary priovity needs. 'The use of a JUP truines in this
respect has been particularly stirsctive since these sssigmments do
not. enounber T/0 position vacancies of the unit fnvolved. This sbuse
has been particularly noticesble since the latast T/0 ceiling restriction.
The JOT Division should devote more attemtion to monitoring this situa-
tion syl recognize such gbuses vhen they ocour.
maxime perdod of traiming although it is generally accepted as bsing
of sbout two years Guration in the ghsenve of specialived training such
as in unasual foreign languages. The lack of the establistwent of a
meximm training period has two undesirable effects on the trainee,
One is the stromg possibility that some traivees may elect to retain
the mobility and ipherent freedom in the Program beyond a point com-
mengurate with the spirit and philosophy of cereer development and thus
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wdue paternslims on the part of some trainees represemted by an
attitude of "you do 1t for me” as opposed to the exercise of & dg-
sired Gegree of individval inttietive.
It iz recosmended that:
he Divectar of Training, on the basis of factars gained
B e e T il s o

training in unusual foreign languages or specialized srea
“lenbation.

& In a relstively short period of time the JUT Program has
schieved repariable results. It has provided the Apenvy vith e
then 182 career employees of extraoniinary telent and lemdership

potential with still move in process of recruitment, selection and
training. ¢ bes not only desonstreted the feasibility of plamned
Wmmtmmzmm@ammtmmeum-
egble. The principal factors which have comtriduted to the success

intellectual capacity, possess personal characterigtice which heve
assrned the vespect of thelr collesgues snd supervisors. In this

-fl -
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respect, it is quite apparent that the OIR bas done s remerksble Job
in the pre-employment testing ani subsequent assesmsent of these in-
dividuals.

nentt, aptitude end dsmonstrated R&fme. Many treinees found thelir
"niche” on the first job assigmuent; others tried tvo or even three

before finding the sssigmment that satiefied both desire and adbllity.
All mubseribed to the advantages of inloctrination by formal training.
(3} Mobility &uring the ireining period. Because they

sre carried on the T/0 of OFR, treinees can be rotated from ane cnethe-job
training assigoment to snother or back to a formal training course. This
peraite broader training Yy experience in selected mssigmments or the
qulck withirawal of a trsince who has been given sn izappropriste

cbhservation and evalustion during the training period form the back-
of his deficiencies and is alded in thelr correction. The edvice and
guldance of sn interested but inpartial counselor ls lsvglushle, It
is s sigaificant factor in arriving st the best placement for the
trainee and contributes effectively to hies morsie by demonstrating that
the Agency is imterested in him g8 s perscm as well as an enployee.
(s) on of e ,
Some positions in the Agenay require specislized talents which camnat

- 2D .
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be developed within the framework of g trsining program of managesble
most of the Agency's professionsl. pereonnel and relieve the recrulter
of much of the pressure of the need to find the right wen for a apecific
position.

b. The JOF Program has glven real mesning o Agency Career
or fond hope. I has been in existence for less than five years and
is wtill faced with o mmber of ifficult problems. However, it has
taken the firet concrete eteps tovard the development of g sound
Irogran of planned career developnent aud offective personnel manage-
ment. The inowledge galned by this experience should now be spplied
on a broader scale so that the Agency mey derive the mwcimm beneflt
from the sccomplishments of the JOT Progran.

2e

#. While the purpose and cblectives of the JOT Progree have
pever been clearly defined, it can be siated In general terms that it
is designed to provide capsble, experienced Intelligence Officers to
meet the Agency's future needs in senior positions. The vexy high

_ that the candidates hed the capecity for performance st a high executive

level. The Progrem also incorporated the means o provide every oppor-
tundty for the thorough developuent of the talents and skills required
of the individusls who will be the Agency's future lesders. The Progran

“23-
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hes oot yet resched its wltimate objective but its accomplistments
prove that it is pointed in the right dfrection.

b, Other efforts have boen mafe to develop a carvesr progren
in the Agency tut they have met with 1ittle success. The Carewr Service
Progrex has made o limited coutribution tn the form of more uniform
policies for pemotion and assigmment but this mechanimm hes been
completely ineffectual in career development., The purpose of the
ldentifylog those aployess who have expressed s willingness to ace
and is iusdeguate in thet it requives the egployee to produce the plan

¢ The objectives of the JUT Program are sound end attainsble.
They are Maited in that they have been atmed st f1lling only ebout

-mmmmmwﬁmmmwwmymmm

required before current tralnees can be expected to mttein executive
positicns, Lower level snd more immediate nsols are just as vitsl,
The JOT Progrem should include in its objectives the mupplying of all
the Agency's needs in the professional categories with the exception
of euly a very limited muber of wique specialists having qualifica-
tims which cannot be developed within the Limitations of a practical
o acomplish these objectives, the JOT Program will have to
be expanded and somevhst wodified. This should be done slovly aad
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&, Before ayy new plan is adopted, the Agency's persomel
needs must ba nore clearly defined. Assuming that the Agency mein-
provide for the loss of yrofessional pevsomnsl by sttrition. Based
on statistics fwrnished by the 0ffice of Persomnsl, the cwrrent rate
of sttrition in all professiomsl categories (grades G8-7 through G8-18)
aversges ] pex year. Iosses in the “midfle management” echelon in
gredes G8-13, 14 aod 15 avernges|J|oer year. Tits incluies the senfiRATINTL
analysts, senlor cese officers, section end brmnch chiefs, and senlor
gories of grades 0S-12 and below where the surrent rate aversges[]R -

sepuration experience end will serve an & gulde for immediste purposes.
Ho forecast has besn sttepted based ou st anslysis of age groups which
mey affect futures atirition rates.

b. To expand the Program so that it may swply sll the nesds,
standsrds for top level persormel should not be changet but additiocnel
lower luvels estabiished vhich would be designed to provide the in-
dividuals best equipped to i1l the middle and lower categories. This
job easier, Many of their candidstes who 4o not mmke the grale for
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& is recormended that:

Jolutly develop tentative forecasts of ihe professional per-
that this forecest be used insofur es possidle to govern the
future recruitment of JOT candidates for en expended carser

o. Tae present T/0 for the JOT Progranm consiste of 100 position
vacancies il of which are now filled or encabered. In addition to
WMsmmmmmmmmm
aathorized the temporary doble slotting of JOT gradustes to permit
their permenent assigmment to opersting components as soon as their
in Mase I, the 7/0 nov mthorizel the JOF Progrsm shiould be enlarged
by 100 positions to accommodate the increased mmber of trainees, with
& contimuance of the double slottivg suthorization. This new /0
authorization shouldl be veviewsd at the end of six mowsths to determine
its sdequacy with relation o the recrulting rate attained ou the ex-
panded basia.

The Director or Deputy Director authorize an increase to

200 positions of the 100 position T/0 now authecized the JUT
Progren t0 scccemodete the increased munber of tralnees, and
of cerser grafuates be contlmued,

d. The process of peychological assessment and counseling
should be zpplied to all recruite emtering on duty under this Progrem.
Thie will not oiily serve to guide the training and initisl sssigmuent
of the trainee vut will aid in bis evalugtion for fubure sctions. To
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shearb the aided work losd the 7/0 of the Assessment and Evalugtion
Branch, OIR, should be : ased by two professionsl and one clerieal

poaitions. The increaseld counseling end gutdance services coused by

thammsima&llmgﬂmtbmemmmlmdmmum

clerical positions in the JOT Division., The T/0 should be increased

scoordingly and the professional positicms should be filled if possible
by individuals selected, mue each from ID/I, ID/S, end DD/P to provide
move intimate knowledge of those components.

It is recomended thet:

1, The present T/0 of the JOF Division in OIR be increased
ty five positions, three iIndividuals of professional %‘u to
be selected from the offices of the ID/E, ID/P and o the
basis of thelr experience and knowledge of these couponents and
the pemaining two %o provide mecessary clerical suppert; and

2. The present T/0 of the Assessmernt end Evalustion Branch

o sbeord the added work load.

e. The present method of placement should be comtimed. It
tas all the merits of g saue, husane aystem of sultable assigoent
based on a congiderstion of all determingble factors of background,
aptitude, tespormment and ebility and its sgplication to all nev e~
ployees will materially reduce the mastber of separptions caused by
missseignment. As a matter of sowd prineiple, the metching of
perscrmel to positions is & fanction of the Office of Persomnel but
lmonstrated an sdequate corpetence in % W>
It 1s subicipated that vider use of the method of assignment develeped
by the JOT Progran will evemtually put an end to the deplorable
practice of "shopping” persommel folders as a sbstitute for effective
Planeneut.

;-Q,‘?‘

Approved For Release 2001/08/07 : CIA-RDP78-04718A002300380024-1




Approved For Release 2001/08/07 : CIA-RDP78-04718A002300380024-1

Progran appears to warrant its terminstion.
duty vho have not had the advantsges of the JOT Program should be
given egual opportunity to develop thelr cseers. In fact, they
should be given wreference over new recrulds. The Junlor Carear
Develogment Program should be abolished and its career development
It i reccumenisd
The Jurdor Caresr Development Progran be termingted and

its career develogment mission absorbeld by the expanded JOT
Progran.

Program, the neme ia no longer appropriebe. The Progess now spplies
on the sspects of s replistic career development end perscmne

It is recommended that:

The present JOT Progrom be renamed the Agency "

Mensgement Program” mmwmmwﬂwmm
JOE Division in OFR.

he Phase IT
a. When the first phase hag besn in efifect long enough to
make the necessary edjustments and OIR huas, by experimut and experionce,
{mplemented and tested Lta provisions, the second phase should be
inltiated. Ideally thie sbould involve the merger of the Office of
Training e the Office of Persommel into a single component under

- DB o
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mmwammmmmm sining since the

' ' Wwﬁmw,mmmﬁu&mwmmmm

b mmmwxmmﬁmwwwmim
mmﬁngeaxﬁiﬁatm-fmﬂwmmmErthaf
mmeewmmwwmngwmman&mwm~
Linhed. %mtmwmmnwwm

mmawmwmeemmmmeymm

tiane of sptitudes sre conducted by OIR. The training cowrses are

performgnce is incluted, Counseling snd guidence s nomelly an Gffice
assigmpents on & trisl msie for the purposes of the JOI Progral

and would beoome imprmetical with the sdded respona

- 20 -
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c. The consolidebed Office of Personnel md raining vill

mream&emsrwﬁmtmwemﬁmmamw
Le provided with two assistant directors, one for Personnel and another

for Treaining. Within thie eomponent the Career Managenent Diviaion

should be @mwwmamamwwmmmm

remponsibility for the Cmreer Development Program inctuding recruit-

ment, sgsessment and evelustion, copsultation end guidance, and place-

ment of sll cereer personnsl. T4 should be reaponsible also for
wtmammewmmmwmmo:mr

msmmnrmmimlatﬁmeﬁmmms@mxw

mmm,mwwmww

mbe considerod as follows:

.. Consolidstion of the Office of Praining and the Office
M&?&mm“mm&mw

aﬁ‘ﬂm‘&em@wmutgmrmwsdﬂm&gmﬁ

assossmant and evaluation, consultation end guidance, placesent
end mibseguent carcer development.

a. mztiswmwéwmumwmmmw

m&mwmawaswwmmmaa

Mmtyaitﬁemy*ﬁm, it followe mwwmw

ve some relstionship between ite suthorined 7/0 apd the Ageucy's et~
srition rete for yrofessionsl perstimel. Determination of this rate
ﬁnwmmmmzhammarrmm, Agenicy TfO
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cellings, and fluctustion in the Agency's sifrition rete. However,

it 1g believed thet imitlally, the T/0 for the Career Manapemetr
me&wmwmm-mmm

of a:h‘brﬁ::;.m for professional persommel with the expsctation thet
itwhemﬁmmwi@tmmswmﬁmm
exert their effects on the Agency's over-all ettrition.
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